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EXECUTIVE SUMMARY 


This paper reflects the views of some 40 ADMs and senior DGs regarding the 
issue of DM time management and workstyle. Overall, the system has become so 
complex that it has overloaded many DMs. This reality cannot be changed; we 
cannot turn back the clock, at least not in the short run. Instead, adjustments 
need to be made. 


In essence, the worklife of DMs has become more difficult in the last ten years 
because of their broadening agenda and the development of a culture of personal 
accountability and immediacy of response. DMs spend more time with each other 
and with the centre, both on the national agenda and on the Public Service 
horizontal agenda, than was the case a few years ago. Insufficient time is 
available to DMs to devote to departmental management, specifically the strategic 
long term agenda of their organizations. 


DMs are working increasingly as a community, a good thing, but a community 
whose information is not well shared with the next layer in the management 
structure. A "workaholic culture" is increasingly affecting the DM community. 
While progress has been made to reduce the rate of turnover of DMs, even more 
stability is required in these times of change. 


Overall, DMs should share their information more broadly with their management 
team and should delegate more substantial responsibility to it. They should also 
challenge their management team to support them better and they should coach 
them in achieving this. 


On appointment, DMs should receive quality private training in those fields of 
Public Service management technology in which they have not had a chance to 
develop adequate knowledge. To do this, they should have access to discretionary 
funds but their training should be mandatory. 


With the assistance of the center, DMs should develop a more focussed approach 
to selecting the right people for their management team. This should be done 
through a businesslike determination of what kinds of people are truly necessary 
to round out a full management team capable of sharing the workload. A Public 
Service-wide interchange program should be used to assist in the process of 
getting the right person in the right job. A review of DM jobs should be 
conducted with a view to establishing the most efficient division of labour. 
Overall, better and more extensive use should be made of Associate DMs, senior 
ADMs and lead ADMs. 
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The horizontal networking of DMs should be reviewed periodically to eliminate 
overlap and to maximize the most critical Public Service commodity: DM time. 
Some of the horizontal network should be staffed by ADMs and senior DGs. 
Indeed, the whole executive team of departments should be commissioned 
periodically to assist DMs to cull their workload to achieve renewed, quality 
management of time. 


Further work needs to be done on departmental business discipline, including 
length of meetings, adequacy of groundwork in the preparation of meetings and 
length of written communications ("simple-write"). 


In terms of techniques for time management, ADMs and DGs proposed many 
ideas which they are willing to develop further in the coming months. A wide 
spectrum of possibilities was considered, from better use of technology, applied 
principles of workload management, and workstyle discipline, to better business 
planning, ministerial staff training, and the use of retired executives at times of 
peak activity. As a start, DMs should commission a professional survey of their 
use of time and "best practices" in time management. 


In short, ADMs urge DMs to share the information, share the load, coach, team 
build and discipline themselves to manage time in a more businesslike fashion. 
The time DMs can save doing this must be devoted to their departments and to 
their personal lives. DM time is vital to the Public Service and to the governance 
we need while we undergo the major changes that are upon us. 


A summary of the key findings and suggestions is presented below: 


1° Some DM jobs are just too big. 
Suggestion: PCO should review such jobs and consider alternative 
arrangements for the division of labour. 


2° In other cases where the job is "doable", DMs are busy outside 
the department but still insist on trying to do the whole 
departmental job themselves. 
Suggestion: Select some areas of departmental work which can bbe 
done totally or substantially by a close collaborator. This work could 
be done by Associate DMs, senior ADMs or simply by designating a 
member of the executive team as the lead on department-wide issues. 


sk Not enough ADMSs and DGs are exposed to ministerial level 
issues of vital concern to DMs. 
Suggestion: The system should more often encourage ADMs to take 
full charge of issues. Similarly, the centre should call in ADMs and 
DGs to manage those issues on which they have more knowledge. 


iv 


Too much time is being put into the horizontal agenda. 
Suggestion: DMs should be jealous guardians of their time on DM 
committees and should periodically reassess the use of such 
committees. 


Key information is shared among a select group of DMs and 
doesn’t flow efficiently to other DMs or to the next level in the 
management structure. 

Suggestion: The key information should be shared (electronically 
whenever possible) with other DMs and with ADMs and senior DGs. 


Departmental management meetings in too many cases are used 
to share information rather than to debate issues and take 
decisions. 

Suggestion: Information should be shared in short form through 
Executive Assistants (electronically if possible). Executive committee 
meetings should be used in a businesslike fashion for debate and 
decision-making regarding short and long term agendas and work 
assignments. 


Too much volume of information is sent to DMs through the 
system. 

Suggestion: Regularly review the nature of issues that are decided at 
various management levels and the instruments used. Cut back on 
the volume by elimination and delegation and insist that memos be 
short and to-the-point. One pagers using "simple-write" should be 
the norm. We are not academics. A rule book should be used until 
everyone learns to do it. 


Not enough ADMs and DGs are exposed to ministerial level issues 
of vital concern to DMs. 

Suggestion: Involve ADMs and DGs in meetings and discussions at 
that level as a learning and coaching experience. The more they 
know, the more they can help. 


Communicating the mission, the environment, the message is 
critically important to reduce the need to control, monitor and 
clean up. DMs don’t practice this management technique 
extensively enough. 

Suggestion: DMs should regularly communicate with managers to 
fully communicate to them an understanding of the organization, 
where it is going, their role in it and what is expected of them. The 
use of interactive television and other such technology to reach the 
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largest audiences possible should be used. Departmental management 
must develop a common sense of vision. 


Many DMs are overworked. 

Suggestion: Strong signals should be given that private life counts, 
that it is no longer seen as a measure of commitment to regularly 
work evenings and week-ends. When this much time has to be given 
to any job, something clearly needs to be adjusted. 


Some DMs are not thoroughly prepared for their jobs. 
Suggestion: To the extent to which certain knowledge and skills are 
important in DM jobs, adequate and appropriate training should be 
required. It should not be assumed or expected that once appointed, 
a DM is all-knowing and experienced. 


The center too often makes demands which are unreasonable on 
DMs to "personally" there and get involved. 

Suggestion: Issues should be critically assessed as to whether it is 
truly necessary to have DMs personally take them on or whether the 
work could better be done by the next level of management. 


CHAPTER I 
INTRODUCTION 


CANADA’S PUBLIC SERVICE IN THE 90s: PRESSURES FOR 
CHANGE 

Canada’s Public Service faces significant and, in many respects, 
unprecedented challenges as we prepare for 2000 and beyond. Increasingly 
intense global competition and the corresponding complexity and 
interconnection of issues must be absorbed and addressed. At the same 
time, the public is looking to government for new and better services such 
as leadership in environmental protection and human resource development. 


These cumulative demands are building in a Public Service environment that 
itself is undergoing fundamental change. As noted in Public Service 2000: 
The Renewal of the Public Service of Canada (p. 15), these forces for 
change include: 


e the increasing openness of the policy process through 
consultation and the participation of many new players; 


e changing work force composition and the need to upgrade and 
acquire new skills; 


e changing demographics, including an aging work force in an 
aging society, and the need for increased participation by 
minority groups; 


e workplace procedures and attitudes that were suitable in the 
1960s, but are obstacles to change in the 1990s; 


e the impact of information technology on skills, personnel 
requirements, organizational structures, internal 
communications, and working patterns; 


e the cumulative effect of more than a decade of expenditure 
restraint and the certainty that it will continue; and 


e continuing low levels of public confidence in the public sector. 


Recent political and economic developments have only added to the 
pressures. The unity and future configuration of our country is at stake. 
Canada’s Native people are demanding their place in the leadership of the 
country. Land claims issues continue. The need to reduce the national 
debt is severe. And federal-provincial relationships remain a priority. 


The Public Service Alliance of Canada has just mounted its most aggressive 
strike in history. The after-shock is still being felt: current morale among 
public servants is at an alltime low. 


All this at a turning point in the history of Canada’s Public Service — 
Public Service 2000. The Prime Minister announced this initiative in 
December, 1989 to foster a Public Service that is professional, highly 
qualified and imbued with a mission of service to the public; that recognizes 
and values its employees; that empowers managers and front line 
employees; and provides scope for different organizational forms to meet 
evolving needs. 


At the vortex of these turbulent and difficult times, and expected to play a 
major role in leading us back to a stable political economy, are the 
executives of Canada’s Public Service. Never before have they faced a 
bigger challenge. 


THE CHALLENGE TO COVER THE AGENDA: ADMs AND DGs 
RESPOND 

Deputy Ministers (DMs) deal with a vast array of different and often 
competing interests which somehow must all be served equally well. In the 
Canadian parliamentary system, Deputy Ministers have traditionally 
performed two key functions. The first is policy development and advice. 
The essence of governance, this function involves all those activities 
required to provide Ministers with advice and guidance in the areas of their 
mandate. 


The second major function is departmental management and administration 
— all those activities required to run an organization in the Public Service, 
including financial and human resource management, application of laws 
and regulations, and client services. 


But traditional roles have given way to the complexity of our times. As a 
result, the worklife of DMs has become more difficult over the last ten 
years. Their broadening agenda and the development of a culture of 
personal accountability and immediacy of response has started to take its 
toll. DMs now spend more time with each other and with the centre, both 
on the national agenda and on the Public Service horizontal agenda. They 
work increasingly as a community — a good thing — but a community 
whose information and workload could be shared more effectively with the 


next layer in the management structure. 


Intended to stimulate further discussion and action, this paper reflects the 
results of a series of discussion groups involving Assistant Deputy Ministers 
(ADMs) and senior Directors General (DGs). Brought together to share 
their views and suggestions, they offered a wealth of information and ideas 


to help alleviate the time pressures on DMs. The goal? To generate an 
inventory of practical suggestions that will allow DMs to devote more time 
to their department’s evolution and governance. 


FIRST STEPS: A GUIDE TO THIS PAPER 

Enhanced by ideas gleaned from recent literature, the following chapters 
synthesize the collective input of approximately 40 senior managers. As 
opinion leaders, they demonstrate a commitment to developing a less 
burdened and more productive, fulfilled executive group. Specifically: 


® Chapter IT describes the many pressures currently competing 
for DM time, as well as cultural factors that interact with or 
exacerbate those demands; 


e Chapter IIT develops a conceptual framework for change, 
describing the most promising systemic changes proposed in 
the ADM/DG discussion groups. These ideas can be adopted 
in the short-term, but their long-term success requires serious 
consensus building, coordinated efforts and dramatic shifts in 
organizational culture; and 


e Chapter IV summarizes the key challenges, then offers specific 
strategies for testing the principles proposed in Chapter III. As 
Public Service-wide initiatives, they can become the driving 
forces for renewal at the executive level. 


A list of references is appended. 


CHAPTER II 
A DAY IN THE LIFE OF A DEPUTY MINISTER 


ADJUSTING THE SET: VERTICAL AND HORIZONTAL 

The job of Deputy Minister is growing bigger and more complex. In 
addition to the vertical agenda of direct interest to the Minister, DMs must 
now serve an increasingly complex horizontal agenda at the level of the 
Public Service as an institution. Most of this is new and here to stay; the 
job of Deputy Ministers and their culture have changed in the process. 


"it is impossible to go back to the way things were. 
We have to deal with the changes and see what kinds 
of adjustments can be made to the systems." 


In addition to the traditional DM roles noted earlier, three functions have 
gained increasing importance and visibility in recent years. Essentially, 
they can be described as horizontal, leaving little time for DMs to manage 
vertically in their department. 


The first, public or political management is much broader than the 
traditional role of serving the Minister. It involves dealing with the 
Minister’s staff, particularly the Chief of Staff; dealing with 
parliamentarians whether directly or through parliamentary committees; 
dealing with lobby groups, some of which are politically connected; dealing 
with various public interest groups, some of whose aims and purposes may 
conflict; dealing with the media; and finally, negotiating with provincial and 


foreign governments. 


Quotations throughout the report reflect comments made by the ADMs and DGs who 
participated. 


The second functional area that has emerged is horizontal management. 
Here, the Deputy Minister takes on a corporate player role: involvement in 
interdepartmental committees and working groups dealing with issues such 
as human resources. Some deputies might sit on two or three such 
committees (e.g., TBSAC, HRDC) which can appear to have overlapping 
mandates. 


"The community of Deputy Ministers is perceived as 
a club a part. Information shared horizontally does 
not easily permeate the next level of management." 


Finally, crisis management or “fire-fighting” demands DM time. Crises can 
be large or small, contained within one organization or system-wide. They 
can relate to issues of public health, safety or security such as the Gulf War 
or the Air India crash, to political or quasi-political issues such as the 
Al-Mashat affair or a budget leak, or to management issues such as the 
recent Public Service strike. When crises of this nature or magnitude 

occur, they usually involve the direct and personal intervention of the 
Deputy Minister. For a period of time, the DM’s attention is devoted 
almost solely to that issue, leaving little time for other important priorities 
from an overall departmental perspective. 


All these functions are consuming in themselves, yet they are far from 
discrete. The task of integrating them is becoming more complex: crises 
must be managed with a view to media and public scrutiny. Departmental 
management must be conducted within the framework of central agency 
rules and demands. And policy formulation increasingly cuts across the 
concerns and interests of a number of departments. 


Overall, then, DMs must now spend a greater proportion of their time 
dealing with the Minister’s agenda, public management issues and 
horizontal or corporate issues. As a result, the department gets less time. 
While DMs may initiate improvements in their department’s management 
culture and practices, little time is available to manage their full 
implementation and integration. Consequently, many things get started, but 
real change is achieved slowly. 


PERSONALLY ACCOUNTABLE 

Not only has the essential role of the DM changed, the demands on their 
personal involvement have also increased. DMs are increasingly expected 
to be personally involved and accountable in managing the issues discussed 
above. We must recognize that Deputy Ministers cannot be all things to 
people. If their job is to be done well, it must be "doable". Some DM’s 
jobs may not be doable in the way they are currently defined or carried out. 
The accountabilities of Deputy Ministers reflect the evolving needs of 
governance and policy-making. In that sense they are basically sound. But 
the way in which they are exercised is making some DM’s jobs impossible. 


Ten years ago, DMs could cope well with both the policy development and 
program management parts of their job. Today, it might be possible to say 
this only up to the level of a mid-sized department. From that level on, 
however, Deputy Ministers must increasingly choose between policy 
development and program management due to the demands on their 
personal time. 


",..the centre makes unreasonable demands on DMs, 
e.g., when they call meetings at the last minute and 
ask that DMs attend personally. Attitude for DMs to 


do (these things) personally should be changed; the 
output, not the input, should be judged." 


By expecting DMs personal involvement for all of these corporate 
requirements, we reinforce the notion that "traffic management" on behalf 
of the government can only be done by Deputies. The ADMs felt that 
DMs could share the load with ADMs and Directors General for many 
items where their personal involvement is not really required. In most 
instances, ADMs must support their Deputy’s involvement in any event, 


either before meetings or as follow-up. 


ALL WORK AND NO PLAY 

In the culture of the Public Service, long hours and personal sacrifice are 
the norm for senior executives. Indeed, an admission of overload is a sign 
of weakness or lack of suitability for the job. Deputies are not likely to 
complain about the workload or ask for assistance in dealing with it. As 
one ADM suggested, "They need a champion within the ranks to break the 
mould”. 


"By definition, DMs are overworked; that is cultural. 
But they bring a lot of it on themselves. In certain 
departments, it is expected that people stay at the 
office late; seen as a sign of commitment, hard 
work. 


Living up to these cultural norms places a tremendous burden on DMs. It 
exacts both an organizational and a personal toll. A recent study of Deputy 
Ministers entitled "The Changing Profiles of Federal Deputy Ministers, 
1867 to 1988" (Jacques Bourgault and Stéphane Dion) reported that the 
Deputy Ministers of the 1980s spent only about four years in that role. 


After that period, about 25% took on less onerous jobs and 44% went to 
equivalent but less demanding public service jobs (advisors, ambassadors). 
In other words, DMs spend on average only a short period of time at that 
level; 70% then move into less onerous jobs. These figures suggest that the 
workstyle of a Deputy is indeed a difficult one. The obvious question is 
whether the Public Service and indeed the nation can afford this apparent 
‘burn-out’ of its most talented individuals. 


THE REVOLVING DOOR SYNDROME 

The Bourgault and Dion study also showed that on average, Deputies of the 
1980s had spent only three years in a department before their appointment 
as DM. Furthermore, only about 25% of DMs are appointed directly from 
that department. This group of DMs spent less than three years on average 
in specific Deputy Minister jobs. Although recent evidence shows that 
mobility has decreased somewhat, further deductions are essential. Studies 
of CEOs demonstrate that time in the job contributes to success. 


"If the system wants DMs to be knowledgeable and 
managers of all issues, then it has to ensure that they 
are given an amount of time for learning about the 
organization and to obtain respect within the 
organization. DMs are seen as managers who like to 
innovate, but don’t stay around to see or be 
responsible for the results. To run a major 
department, you need to spend more than a couple of 
years there." 


Reducing the level of Deputy Minister mobility further would have the 
advantage of allowing them to mature in a particular job, to learn about the 
department, and to gain the respect and commitment of the staff to 


achieving their goals. Deputies could see some of their priorities 
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accomplished and have time to develop the skills and confidence necessary 
to move successfully to the next job. 


"They (DMs) are expected to suddenly become totally 
knowledgeable and experienced on appointment." 


It is important to recognize that DMs need training like other senior staff of 
the Public Service. On appointment DMs should have access to personal 
training in areas where they have less knowledge about the Public Service. 
This should be mandatory and arranged through CCMD. 


More attention also needs to be paid to identifying potential Deputy 
Ministers much earlier in their careers. These individuals must be provided 
with training, exposure and job experiences that will prepare them for 
deputy level responsibilities. Most ADMs know very little about the 
centre’s plans or indeed about what is required to prepare for a Deputy 
Minister job. A first step is to identify the tasks performed by a Deputy 
Minister and the skills and behaviours required. 
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CHAPTER III 
MEETING THE CHALLENGE 


SHARING THE LOAD, SHARING THE POWER 

Deputies are increasingly involved in public and horizontal management 
issues. To meet these challenges, they will need more support from their 
management teams in the traditional policy formulation, management and 
administration roles. 


"The first thing DMs should do is ask their ADMs to 
help them meet the new challenge." 


Deputy Ministers must spend time to develop in their departments, and 
more specifically with their management team, a common set of values and 
a shared vision of the organization. This includes its mandate, its mode of 
operation, and how things must be managed and improved. The 


management team should then be clearly accountable for achieving results. 


",.-DMs should build strong management teams 
which share the same values to the extent that there 
is common understanding of what the department is 
supposed to do and how to achieve it." 


Deputies should establish the general course and give broad direction, but 
the management team should be tasked with developing improvement 
initiatives and the implementation plan. The "how-tos" should be developed 
and worked out by the management team. They should not need to seek 
the Deputy’s approval each step along the way, only if there are significant 
departures from the concept or inordinate delays. DMs should also take the 
time to appropriately coach individual members of their management team. 
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This is the very essence of empowerment, a key PS 2000 value. Deputies 
who empower their management teams benefit directly from a sharing of 
the workload. They also send a powerful signal to the organization that 


empowerment is a corporate value. 


The participation of ADMs and DGs in the horizontal network would also 
serve to broaden their knowledge and understanding of corporate issues. 
However, this would require that ADMs and DGs have more access to 
Deputies’ corporate agenda and indeed have the opportunity to participate in 
the corporate arena. In some countries — Japan, Australia and the U.K. 
for example — senior executives and even middle ranks get more exposure 
to Deputy Minister level fora. In some cases shadow committees of ADMs 
are used. As a result, they are able to support their Deputies more 
effectively. 


Deputies are increasingly being asked to handle transactional matters rather 
than dealing with issues at the strategic level. The agenda of 
interdepartmental and special committees and the use of such fora as 
Deputies’ breakfast meetings should be reviewed periodically and culled of 
such items. Transactional matters should only be on the agenda if they are 
precedent setting. ADMs and DGs should be meeting and resolving 
operational problems directly. 


Central agencies need to examine the effects of their combined demands on 
the workload of departments. And particular attention must be paid to the 


timing of requests. 


MASTERS AND MENTORS: BUILDING A WINNING TEAM 
Proper team building and empowerment of ADMs and DGs can allow 
Deputies to share the load more comfortably and to focus better on 
priorities. ADMs and DGs should be selected to become part of the DM’s 
management team because they can do the job and can fill a need, not 
because they are "owed" something. 


The center should assist DMs in making more focused selections to 
establish well rounded management teams. DMs must assemble teams 
composed of people who are able to share their management, crisis 
handling and policy development load. Special programs could be 
established to allow a more productive interchange of senior staff between 
departments. Specific ADMs can be designated as lead ADMs for specific 
corporate issues. 


Similarly, the DM should assign one ADM as their key second-in-command 
or Operating Vice-President who can make decisions on behalf of the DM 
and carry through the DM’s management culture. Some departments have 
used sub-committees of the departmental executive committee chaired by a 
senior ADM or equivalent to handle much of the routine matters, otherwise 
dealt with at executive committee. The second-in-command can carry a 
significant load directly, including much of the routine work with the 


Minister. 


As head of the department, the Minister is expected to answer for the whole 
of the department’s administration during Question Period. But the 
pressures from this requirement can be shared by ADMs and in some cases 
Directors General. Mechanisms should be developed so that the Deputy 
does not need to be directly involved in the "small stuff" of Question 
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Period. This will have to be done in such a manner that the Minister’s 
office does not become burdened with the coordinating machinery. In some 
jurisdictions, issues get pushed much further down into the department than 
in Canada so junior level employees deal directly with the Minister. These 
jurisdictions tend to have much smaller senior management cadres. 


The appointment of an Associate Deputy Minister is another organizational 
variation that might be appropriate in certain departments. A clear 
understanding of the role that the Associate Deputy Minister will play is 
essential. Equally senior ADMs or designated ADMs could assume full 
responsibility for departmental-wide issues on behalf of the Deputy. 


In general, the job of Associate Deputy Minister is 
not used as productively as it could be. One of the 
objectives of this position should be to train 
incumbents to be DMs. For Associate DMs to be of 
real help, they should be given real responsibilities. 


The centre should resist hands-on crisis management except for the most 
important crises or the ones which absolutely need central coordination. 
Similarly, Deputy Ministers themselves should facilitate the handling of 
crises by developing more effective operating frameworks. We have made 
little effort to systematically move the brokerage of issues and crisis 
management to lower levels. Communications mechanisms have been 
created at the Deputy Minister level (e.g., breakfast meetings, committees), 
but not at the ADM level. Nor do we train ADMs to work corporately, 
although this is changing. 


Part of the culture is that crisis can only be handled 
centrally or under central guidance and more and 
more issues are being treated as crisis. 
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Organizations need to learn from crises. To this end, crises should be used 
as positive learning events, with follow-up and "lessons learned" built into 
the contingency plans for next time and used for executive training. With a 
more proactive approach to crisis management, the time and personal 
involvement requirements of the Deputy should be reduced. 


CHANGING THE CULTURE: A QUESTION OF DISCIPLINE 

The management focus and style at senior levels, and more particularly at 
the deputy level, are driven by the individuals themselves. Deputies must 
determine what their major areas of contribution should be and how they 
can best achieve the results they seek. 


"personal style is also a big issue in the workload 
of a DM. Maybe DMs should be helped in 
developing styles that can lead to greater efficiency..." 


The ADMs offered a number of practical suggestions on how Deputies 
could lighten their administrative workloads. The workload should be 
reviewed three or four times a year to download items that the Deputy need 
not handle personally. This review should involve the DM’s executive 
assistant and ADMs. In the same way as Deputies handle their time with 
Ministers by regularly answering the question "Why does this have to go to 
the Minister?", the question "Why must this come to the Deputy Minister" 
should be asked. Routine work that can be handled by others should be 
eliminated through this periodic "cleansing" of the Deputy’s agenda. 


Executive team meetings should be used to manage the workload rather 
than as social or information sessions. They should be run in a 
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business-like manner and the intention to reach decisions should be clearly 
stated. Information sharing can be more efficiently handled other than by 
face-to-face meetings. 


Deputies should also ask their executive teams to help them free up the time 
they need for longer-term strategic thinking. The ADMs viewed this as a 
critical requirement and suggested that 5 to 10 hours per week would not be 
an unreasonable amount of time to spend. An exercise to achieve this 
should be conducted every few months to prevent the erosion of this critical 
time. 


Much could be gained by a campaign against the “essay writing" culture 
which affects all of our business communications in the Public Service. 
Training, a rule book, and a disciplined relearning process should be 
launched to shorten our communications to "simple-write". 


Electronic systems can be invaluable management tools but they can have 
unintended side-effects. Because it is so easy to achieve a wide distribution 
of material through electronic mail systems, Deputies often receive copies 
of documents "for information purposes". Sorting through the important 
and the informational can be time-consuming. 


"technology also has an impact on our way of 
doing things; with fax, electronic mail, etc. it is 
expected that problems will be resolved instantly, and 
that senior staff can be reached 24 hours a day." 


On the other hand, electronic systems are excellent tools for allowing 
Deputies to keep their executive teams informed and up-to-speed on various 
issues. In this sense they can replace face-to-face meetings which can be 
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time-consuming. We need to learn to manage information better and we 
should do this by a disciplined application of some form of "code of 
practice". 


DEVELOPING A KNOWLEDGE BASE 

Osbaldeston (1988) notes that over the past 20-30 years, Deputy Ministers 
have spent progressively less time in their jobs. At the same time, the 
average duration of a Minister-Deputy Minister team has also decreased, 
raising concerns for performance and accountability. 


Specifically, average tenure for Deputy Ministers has declined from 4.5 
years in 1966 to two years in 1987. And in 1987, half of the DM 
population had been in their current department for less than 1.5 years. 
This contrasts with the view of many DMs that three years represents the 
amount of time required for a DM to become fully effective. Similarly, 
five years appears to be the minimum time required to produce an 
experienced DM who can be considered "a true corporate resource" 
(Osbaldeston, p. 132). 


Osbaldeston traces the cause of this increased mobility to forces that have 
placed greater value on professional management skills and knowledge of 
the government as a whole over functional, specialized knowledge. The 
result is the loss of knowledge that can be quickly focused on important 
departmental issues and Deputy Ministers who are unhappy with this high 
rate of mobility. 


By way of comparison, companies in the private sector spend considerable 


time developing future CEOs from within the company. The reason boards 
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of directors prefer to select CEOs from within is knowledge of the business. 
Most CEOs interviewed for the Osbaldeston study disputed the theory of a 
"professional manager" or a manager who can manage anything. Those 
CEOs who are brought in from outside the company are usually hired to 
change the direction of the company and/or to ensure entry into 
international markets (p. 144). 


Moreover, the CEOs interviewed emphasized the importance of remaining 
in the job long enough to become effective, then to remain there for a 
number of years. Their average tenure was approximately nine years. 
Clearly, there are lessons to be learned here. 


Time in job is also important in the case of ADMs and senior DG’s who 
generally embody the organizations knowhow. Keeping a whole 
management team together long enough to secure adequate synergy is often 
the best guarantee of long term success. 


CHAPTER IV 
SUCCESS BY DESIGN: 
DEVELOPING MODELS FOR CHANGE 


EMPOWERMENT AND TEAMWORK: AWARENESS, 
ACCEPTANCE AND APPLICATION 

One of the major themes of PS 2000 and a popular subject in business and 
management literature is the concept of empowerment or a sharing of power 
throughout an organization. Terms like delayering, flat organization, 
matrix management, self-managing or work teams, and quality circles are 
becoming more and more familiar. These terms are more than just 
buzzwords: they are concepts that many highly successful organizations, 
both in the private and the public sectors have introduced. They have 
introduced them because they understand that to survive in today’s highly 
competitive environments, organizations must effectively use the talents, the 
creativity and the motivation of all employees. 


So too are ADMs talking about empowerment. The demands on a Deputy 
Minister, both organizational and personal, have become so great that there 
is a need to share the power and in so doing, to share the workload. 
ADMs and DGs need to do the same thing with their own managers. 
Deputies need to set broad directions and priorities and count on their 
executive teams to get the job done. Such an approach can only lead to 
more productive and effective public service. 


The vast majority of people in an organization, up to 80%, will go along 
with a change as long as there is a small group of "change carriers" willing 
and committed to the change. To influence these changes, managers have 
two primary levers: 
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Mechanics: Senior managers must adapt the systems, processes and 
procedures through which staff must do their work. For example, 
changes in: 


8 organization design and functions; 


e management systems such as planning, monitoring, and 
controlling; and 


e procedural changes within functional systems such as 
finance, personnel and information. 


Dynamics: Often mechanical adjustments are not enough. 
Sometimes an organization’s new direction goes against employees’ 
fundamental beliefs or put them in conflict with others. To facilitate 
such fundamental personal change, managers must consider the 
dynamics involved in whether employees: 


e understand the changes; 

e accept the changes as best for the organization; 

e see their personal goals imbedded in the changes; and 
e are capable of implementing the changes. 


Too much "complaining" about change only isolates a manager as a 
"resister". As one manager remarked, "No one talks to me any more 
unless they want to cut my resources". In fact, a culture can develop 
where managers stop putting forward valid objections to change because 
they do not want to be viewed as a "resister". This type of quiet resistance 
only bogs down the change process even more. 


The key is knowing where changes can be made, at what pace and by 
whom. Reality will overtake the best of plans. One of the realities is that 
most managers would like to get involved in the change, but they must: 
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e be aware of needed change; 


e accept that the change is compatible with their personal goals 
and their perception of organization’s goals; 


e be capable of applying the change through their knowledge, 
management abilities, personal attributes and supporting 
policies, systems and procedures of the department. 


DEFINING CRITICAL SUCCESS FACTORS 
"Critical success factors" refers to the skills, characteristics and knowledge 
required to do a job. In the context of this paper, we will focus on the 


criteria for success in time management. 


The management model developed by John Manion and CCMD includes 
"time management" as a trait necessary for a DM’s success. According to 


this model, effective time management requires: 


e A sense of proportion — what is most important? 

e A sense of investment — what must be done and when? 

© Follow-up to ensure that initiatives are not wasted. 

e Respecting the talents and capacities of others — delegating 


well and running a firm, but equitable accountability system. 


e Respecting the time demands of others so that meetings are 
organized and start and finish on time. 


Manion agrees that not all managers are effective at time management. 
Hiring someone to organize their offices and schedules effectively will go a 


long way to alleviating the pressure. He also provides the list of insightful 
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questions for DMs to ponder. Based on the views of the ADMs and DGs 
on which this paper is based, most DMs would probably locate themselves 
on the less desirable end of the scale. 


But simply answering these questions is not the solution. Rather, we need a 
more structured study of DM time — for example, meetings that the DM 
should attend, reports that they must see, decisions that they must make. 


This success profile of a DM’s time requires an audit to track the amount 
of time spent per day over a specified block or sample of time in relation to 
the DM’s schedule and self-perceptions of what is critical. This approach 
represents a modification and more broadly based version of the 
Osbaldeston methodology. The objective is to identify gaps between the 
percentage of time spent on non-critical tasks compared with those 
determined critical (1.e., they cannot be delegated to ADMs or lower). The 
cost of spending time on non-critical tasks is that they consume precious 
time better spent in other areas. 


This approach does not assume that every DM’s job is similar. Rather it 
would develop a model with generic factors and a methodology to be 
adapted by DMs to meet their needs. 


The challenge is to bring the DM’s potential for delivery in line with 
expectations, both theirs and others’. In other words, one would strive to 
satisfy the equation: 


S = D/E or Success = _ Delivery 
Expectations 
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The more quantitative and objective elements of the research suggested here 
is the "hard" side of the cultural shift to empowerment discussed above. 
Nevertheless, the underlying principle remains the same. Once DMs have 
the "measure of their day" in hand, they are aware of how their perceived 
expectations match with their delivery. It is then a question of 
incorporating the refined set of critical expectations, accepting that they 
cannot be all things to all people, and applying that philosophy in a 
reorganized approach to time management. 


The specific methodology for this type of study would require not only an 
audit of DM’s time, but input from all levels including superiors, 
subordinates, and colleagues (e.g., Ministers, DMs, ADMs, managers, 
PMO, PCO, and other employees). Not only would the input of these 
respondents provide data for the model, their involvement is necessary for 


them to "buy into" the culture shift and necessary change process. 


BEST PRACTICES: ORGANIZATIONAL DESIGNS THAT WORK 
The evolution of the literature on service quality enhancement has benefited 
greatly from studies of best practices. Indeed, Treasury Board’s Human 
Resources Development Branch is currently developing a standard format 
for reporting such work. 


The principle and approach applies equally well to the study of executive 
time management. Two possible data sources can be tapped: best practices 
in time management and organization in the private sector and in other 
governments and not-for-profit organizations. The results should be 
integrated to produce an inventory of "first principles" and practical 
suggestions that go beyond the scope of this paper. 
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The same methodology would apply to both and should be fully elaborated 
in a detailed research design report. However, the key components would 
include a review of recent research and literature on executive time 
management and related "success" models; a survey of private and public 
sector executives and possibly their executive assistants; and the 
development of "success models" for Deputy Ministers, varying in terms of 
departmental or agency size and "business", that is, the proportion of policy 
to operational weight. 


Such a study would substantiate many of the ideas offered by the ADM/DG 
discussion groups. 


For example, the impact of technology has implications for both 
organizational design and time management. The Canadian system has 
evolved considerably in the last 10 years with the impact of communications 
(Question Period on T.V.) and technology (e.g., fax, cellular telephones). 

It is bound to evolve further, forcing consideration of other forms of 


organization to cope with greater complexity, volume and intensity. 


"it would perhaps be worthwhile to consider establishing 

two entities: one for policy development and policy 

support, another one for operations. More use of such 

mechanisms as the Special Operating Agency model (similar 

ne U.K.) would seem suitable for the operation side of the 
usiness.' 


As well, ADMs suggested that other organizational models should be 
considered besides the traditional departmental structure that is in place. 

For example, the British Civil Service makes extensive use of the Executive 
Agency organizational model which is roughly equivalent to the Canadian 
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Special Operating Agency. About one-third of the British Civil Service is 
now in Executive Agencies. As in Special Operating Agencies, a Chief 
Operating Officer (an ADM equivalent) manages programs within the limits 
of an agreed-upon framework document and with delegated authorities in 
finance and personnel. The department (the Deputy Minister) sets policy, 
but is not directly involved in day-to-day operations. This model clearly 
frees up a considerable amount of management issues. 


Deputies can achieve many of the benefits of the British Executive Agency 
or the Special Operating Agency models informally by the way in which 
they organize and manage their departments. Assistant Deputy Ministers 
can be assigned as the "Chief Operating Officer" or "Operating 
Vice-President" for a particular program or operation. Framework 
documents, delegation and accountability contracts for matters within the 
department’s mandate can be developed. ADMs can also increasingly 
assume the accountability response role with interest groups or through the 
Minister’s office with parliamentarians. 


"It is possible in certain departments to make arrangements 
where the DM can stay out of routine matters, i.e., have 
the ADM brief the Minister directly." 


Looking to the private sector, the debate continues over the extent to which 
public and private sector executives can be meaningfully compared in their 
day-to-day management style. Nevertheless, all senior managers clearly 
share three universal dimensions — leadership, results and people. A 
corollary hypothesis of this assumption is that success along each of these 
dimensions will hinge on the ability of executive time effectively devoted to 


each. 
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The Osbaldeston report cited earlier in this paper emphasizes some 
distinctly different philosophies on CEO tenure, mobility and development 
in the private sector. A survey of CEOs on their time management 
techniques and related organizational and operating frameworks could 
provide valuable insight into innovative, successful ideas and styles for 
federal government executives. For example, The Financial Post Magazine 
recently published an advisory panel’s assessment of the top 200 CEOs in 
Canada. Their criteria included vision, leadership, global competitiveness 
and innovation. This population could serve as a starting point, enhanced 
by a sample from The Globe and Mail Report on Business Canada 
Company Handbook, with oversampling to include senior female executives 
(dismally absent from The Financial Post Magazine’s sample). 


The literature and survey findings from both public and private sources 
could be embellished with a search conference involving DMs, ADMs and 
DGs to develop and refine the Best Practices guidelines. 


Again, the products of such research will only demonstrate their value if 
DMs are aware of the principle, accept and apply them. 
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